July 2005

e Front Supervisor

WSD Personnel
Washington State
Employee
Assistance
Program

It appears you have not yet decided that your employee’s perform-
ance is unacceptable. You want him to change because his per-

formance is problematic, but you are resistant to facing the chal-
lenges and disruption replacing the position might bring. The ad-
vantage of your employee remaining on the job, despite the prob-
lems, outweighs your desire to see him change. Yet change
grows harder over time as a problem becomes more entrenched
or worsens. When you reach that point, leverage of job security
may be a motivator for you to consider using the EAP. Of course,
you risk a crisis of an acute performance problem as time goes by.
Many supervisors experience the dilemma you describe, but the
real problem is making a decision that things must change now.
You may be more ready than you think. Regardless of whether
your employee accepts, make a referral now. Consulting with the
EAP may help you put this in a more helpful perspective.

M | have a valuable em-
ployee that | cannot af-
ford to lose. He has se-
vere performance is-
sues despite his being
my most knowledge-
able computer systems
guy. | can make an
EAP referral, but when
it comes to leverage
like job security, forget
it. So, what can 1 do?

Open-door policies can be effective for identifying issues affecting

M| have an open-door the workplace, improving morale, and taking advantage of the de-
policy as a manager, sire employees have to let "the top" know what's going on. How-
but a couple of super- ever, an open-door policy should exist along with a trusting rela-
visors | oversee have tionship with your immediate supervisors and department heads
demonstrated their by discussing with them your philosophy about open-door poli-
anger with me for al- cies. Do you reduce conflict by asking supervisors to keep you
lowing employees to abreast of important issues so you don't first learn about them
end-run to me. How from an employee coming to see you? Do you assure managers
do I manage an open that you will not use the open-door policy to undermine them? Do
door policy soitis a you ask supervisors to let you know if they believe your open-door
productive process policy has led to a decision they think undermined their authority?

Have you explained to supervisors what types of things you will
keep confidential that are shared by employees? And, most im-
portantly, do you encourage employees who come to you to
communicate first with their immediate supervisor about their con-
cerns before coming to you?

M My employee's hU_S' The behavior of the spouse is outside of your employee’s control,
bgnd came to the job but her participation in a disturbing argument at work is something
site un-announced and that should concern you as an employer. An incident of this nature

could be a prelude to a violent act. A referral to the EAP could pre-

engaged in aloud argu-
ment with her. She has
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job performance
problems, but it was
a severe disruption.
Is a supervisor refer-
ral appropriate, or is
the incident outside
the employee’s con-
trol? What will the
EAP do?

B My employee is

teased and picked on
by coworkers, but |
think all of us agree
that he is well liked.
He accepts it, and
goes along with the
teasing, however, |
am a bit worried be-
cause sometimes |
think it goes too far.

| know employees are
angry about having no
pay raises this year.
As aresult, | hesitate
to praise them for a
good job because |
fear they will shrug it

off in anger or reject it.

What should I do,
praise employees or

NOTES:

vent it. Your employee is a victim of unannounced provocative
behavior from her husband’s arrival at work. Now is a good time
for her to consider what she can do to prevent a similar incident
in the future. So be supportive, but base the referral on your con-
cerns about the incident and its effect on employees and work-
place harmony. Alternatively, you could first informally encour-
age your employee to visit the EAP to deal with the obvious
marital discord. She may be motivated to visit the EAP after such
an experience.

The important part of your description of this problem is your belief

that the teasing goes too far. Would you allow yourself to be
treated by others in the same way? If not, you can conclude that
your employee is the victim of harassment, and therefore you
know or should know it is offensive. Although employers gener-
ally rely upon employees coming forward and complaining about
the way they are treated, some employees will not. Your good
judgment is telling you that something is wrong, and you should
intervene to curtail the inappropriate behavior. Although your em-
ployee does not complain and appears accepting of his role as
the brunt of others’ teasing and jokes, you cannot assume that he
is not adversely affected by it and that he does not harbor anger
and resentment toward you and his coworkers. In the extreme,
this could lead to an incident of workplace violence that could
have been prevented.

Naturally, you feel bad about employees not getting the financial

compensation you feel they deserve, but demonstrating your ap-
preciation in any way practical is a good idea, no matter what re-
action you get. It is possible that an employee will reject your at-
tempt to point out his or her good work, but most will appreciate
it. Genuine praise of employees never made morale worse. Al-
though hard to believe, money plays less of a role in why employ-
ees quit a job. Instead, not feeling appreciated is the number one
reason they leave according to the U.S. Department of Labor.
So, not demonstrating appreciation will compound the problems
you face.
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